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¡ The	  most	  powerful	  source	  of	  leverage	  
for	  bringing	  about	  change	  in	  a	  school.	  

¡ Over	  a	  PERIOD	  OF	  TIME…the	  history	  



“Cultural	  change	  is	  difficult	  to	  accomplish.	  	  It	  
cannot	  be	  gained	  through	  force	  or	  coercion.	  	  It	  
requires	  leaders	  adept	  at	  gaining	  cooperation	  
and	  skilled	  in	  the	  arts	  of	  diplomacy,	  
salesmanship,	  patience,	  endurance,	  and	  
encouragement.	  	  It	  requires	  an	  ability	  to	  deal	  
with	  beliefs,	  policies,	  practices,	  and	  institutions	  
that	  have	  been	  established	  to	  buffer	  educators	  
from	  change	  and	  accountability.”	  	  

	  A.	  Muhammad	  



“The	  biggest	  dilemma	  facing	  all	  leaders	  with	  
moral	  purpose	  is	  what	  to	  do	  if	  you	  don’t	  trust	  
the	  competence	  and	  motivation	  of	  the	  people	  
you	  are	  expected	  to	  lead.”	  

M.Fullan	  

	  
Trust	  is	  a	  Must	  

	  





What	  type(s)	  of	  culture	  are	  in	  your	  building?	  

	  
	   Taking	  Care	  of	  Business	  

Take	  This	  Job	  And	  Shove	  It	  
We	  Are	  All	  In	  This	  Together	  

What	  Have	  You	  Done	  For	  Me	  Lately	  



“Take	  This	  Job	  And	  Shove	  It”	  
	  

“We	  Are	  All	  In	  This	  Together”	  
	  

Low	  Performing	  
	  

Above	  average	  performing	  school	  

Lack	  of	  Control	  
	  

Relies	  on	  individuals	  to	  control	  their	  own	  
behavior	  

Lack	  of	  Procedures/Systems	  
	  

Peers	  help	  control	  behaviors	  

Lack	  of	  Accountability	  
	  

Systems	  in	  place	  and	  are	  followed	  without	  
force	  

No	  Follow-‐Through	  
	  

Collaborative	  processes	  –	  Everyone	  is	  involved	  
and	  hold	  themselves	  accountable	  

Nondirective	  Leadership	  Style	  
	  

Staff	  model	  desirable	  behavior	  

Individual	  Mentality	  
	  

Follow	  rules,	  obey	  authority,	  help	  each	  other,	  
and	  intervene	  when	  something	  is	  wrong	  



“Taking	  Care	  Of	  Business”	  
	  

“What	  Have	  You	  Done	  For	  Me	  Lately”	  
	  

Above	  Average	  Performing	  School	   Underperforming	  School	  

Incentives	  or	  Reinforcers	  for	  Faculty	  and	  Staff	  
–	  Established	  System	  of	  Rewards	  

Principal	  is	  in	  control	  –	  makes	  all	  the	  
decisions/No	  collaborative	  voice	  

Punishment	  and	  Rewards	  are	  used	  for	  
motivation	  

Leadership	  style	  is	  directive	  

Encourage	  self	  control/monitor	  own	  behavior	   Punishment	  is	  used	  for	  control	  

Collaborative	  Leadership	  –	  Everyone	  has	  a	  
voice	  and	  demonstrate	  Servant	  Leadership	  

Teachers	  use	  inappropriate	  language	  or	  
procedures	  to	  control	  students	  

Teams	  are	  in	  place	  with	  established	  norms	  
and	  procedures	  

Double	  Standards	  

Systems	  are	  in	  place	   Operates	  like	  a	  prison	  





¡  Politics	  Is	  Perception	  And	  Perception	  Is	  
Politics.	  

¡  Perceptions	  Are	  People’s	  Reality.	  
¡  Ask	  Yourself:	  
¡ What	  Is	  The	  Perception	  Of	  	  Your	  Building?	  
¡ What	  Can	  You	  Do	  About	  It?	  
¡  How	  Will	  You	  Know	  If	  It	  Has	  Changed?	  





























CULTURE	  

Believers	  

“Yes	  We	  Can”	  

Survivors	  

“Get	  Me	  Through	  The	  
Day”	  

Fundamentalist	  

“No	  Way”	  

Tweeners	  

“I	  Don’t	  Know”	  





¡  Be	  a	  role	  model	  for	  the	  change	  
¡  Realize	  that	  the	  first	  impression	  when	  
instituting	  change	  is	  important	  

¡  Emphasize	  that	  the	  change	  is	  in	  the	  best	  
interest	  of	  the	  students	  

¡  Instill	  an	  awareness	  of	  both	  the	  existing	  
culture	  and	  the	  need	  for	  change	  

¡  Invite	  teachers	  to	  be	  a	  part	  of	  the	  change	  
¡  Support	  positive	  cultural	  elements	  and	  staff	  



¡  Gather	  support	  of	  the	  superstar	  teachers	  and	  
then	  bring	  the	  others	  along	  

¡  Pretend	  almost	  everyone	  is	  on	  board	  
¡  Focus	  on	  recruitment,	  selection,	  and	  
retention	  of	  positive	  effective	  staff	  

¡  Focus	  on	  eradicating	  the	  negative	  
¡ Meet	  the	  negativity	  head	  on	  
¡  Diminish	  fear	  and	  apprehension	  
¡  Rebuild	  around	  positive	  norms	  and	  beliefs	  



¡  Consistently	  celebrate	  the	  positive	  and	  the	  
possible	  

¡  Develop	  new	  stories	  of	  success,	  renewal,	  and	  
accomplishment	  

¡  Help	  toxic	  teachers	  make	  a	  move	  to	  a	  new	  
school	  



Have	  you	  	  
considered	  	  

that	  perhaps	  it’s	  	  
just	  your	  negative	  	  

attitude	  that	  	  
makes	  this	  place	  so	  

miserable?	  



¡  Disperse	  their	  negative	  power	  
¡  Do	  not	  treat	  them	  as	  a	  group	  
¡  Realize	  they	  cannot	  influence	  the	  believers	  
¡  Remember	  they	  complain	  EVERYWHERE	  
¡  Redesign	  staff	  meeting	  arrangements	  
¡ Meet	  with	  them	  individually	  to	  discuss	  plans	  
for	  change	  

¡  Do	  not	  put	  them	  in	  adjacent	  classrooms,	  
common	  teams,	  or	  PLC’s	  

¡ Match	  them	  up	  with	  “High	  Believers”	  



¡ DicTATORS	  
¡ CommenTATORS	  
¡ AgiTATORS	  
¡ SpecTATORS	  



FROM	   TO	  

Teaching	   Learning	  

Teacher	  isolation	   Collaboration	  

Pass/Fail	  mindset	   Elimination	  of	  failure	  

Compliance	   Commitment	  

Curriculum	  overload	   Guaranteed	  curriculum	  

General	  goals	   Specific	  goals	  

Planning	  to	  plan	   Planning	  to	  improve	  

Learning	  for	  most	   Learning	  for	  all	  



	  
	  

Successful	  
Collaboration	  

Common	  
Understanding	  

Common	  
Commitment	  

Efficiency	  and	  
Effectiveness	  

Data	  to	  
Monitor	  

Performance	  

Adjust	  Efforts	  
Based	  on	  Data	  

“Trust	  is	  the	  glue	  that	  holds	  a	  collaborative	  culture	  together.”	  



¡  Provide	  an	  atmosphere	  conducive	  to	  
shared	  decision-‐making	  and	  
collaboration	  at	  all	  levels	  

¡  Asks	  questions	  rather	  than	  providing	  
answers	  

¡  Facilitate	  the	  process	  of	  school	  
improvement	  rather	  than	  prescribing	  
how	  it	  should	  be	  done	  

¡  Collaboratively	  explores	  alternatives	  
to	  ineffective	  policies	  and	  practices	  
rather	  than	  dictate	  the	  ones	  that	  will	  
be	  used	  



¡  Be	  visible	  to	  all	  stakeholders	  
¡  Communicate	  regularly	  and	  
purposefully	  

¡  Never	  forget	  that	  they	  are	  the	  role	  
models	  

¡  Are	  passionate	  about	  their	  work	  
¡  Accept	  responsibility	  for	  the	  
schools	  culture	  

¡  Organized	  
¡  Exhibit	  a	  positive	  outlook	  



¡  Be	  active	  leaders	  in	  the	  school	  
learning	  community	  

¡  Participate	  in	  the	  instructional	  
discussions	  within	  learning	  
communities	  that	  are	  centered	  
on	  student	  success	  

¡  Be	  involved	  members	  of	  their	  
team	  

¡  Seek	  ways	  to	  make	  curriculum	  
integrative,	  relevant,	  and	  
challenging	  for	  students	  



¡  Share	  instructional	  
strategies	  to	  help	  meet	  
individual	  student	  needs	  

¡  Discuss	  data	  with	  their	  
colleagues	  and	  use	  it	  to	  
inform	  instruction	  

¡  Share	  their	  expertise	  to	  help	  
the	  school	  solve	  problems,	  
make	  decisions,	  and	  set	  
policy	  and	  direction	  



¡  Celebration	  is	  a	  key	  
element	  in	  building	  
and	  maintaining	  a	  
positive,	  collaborative	  
culture.	  

Embrace	  	  

¡  Staff	  
¡  Students	  
¡  Parents	  
¡  Community	  




